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The Evolution of Human Resources Empowerment Theory: A Literature
Review (1970–2020)
Theodoros Stavrinoudis and Moschos Psimoulis
Business School
University of the Aegean, Greece

Abstract
This paper examines and classifies the methods of human resources (HR) empowerment and their
features, as recorded in the international scientific literature. To this end, 132 scientific papers
were drawn on and conclusions were reached regarding the evolution of the theory of
empowerment from 1970 to 2020, through the method of Content Analysis. The concept of
empowerment encompasses many dimensions that are examined separately in the international
literature without an extensive grouping and codification of the methods found. This paper
classifies the most common methods of HR empowerment and their respective features, so that
future researchers have a comprehensive database and executives can locate and implement them
effectively within organizations.
Keywords: human resource management, classification, content analysis
Recommended Citation: Stavrinoudis, T., & Psimoulis, M., (2021). The evolution of human
resources empowerment theory: A literature review (1970–2020). In C. Cobanoglu, & V. Della
Corte (Eds.), Advances in global services and retail management (pp. 1–17). USF M3
Publishing. https://www.doi.org/10.5038/9781955833035
Introduction
The aim of this manuscript is to scientifically group and classify the evolution of HR empowerment
theory and its role. Using the Content Analysis methodology, an innovative way of grouping the
empowerment methods that appear in the scientific literature is proposed and implemented. The
vast majority of papers published from 1970 to 2020 were compiled, studied, and classified into
nine main groups.
The division of the nine groups focused on the concepts and ways of effective application of
empowerment using the following criteria, as adopted by the researchers: 1) Confidence in HR, 2)
HR Training, 3) Autonomy of HR, 4) Rewards, 5) Power sharing, 6) Information sharing, 7) Job
enrichment, 8) the role of Leadership and, 9) Involvement of HR in decision-making processes.
Empowerment theory has been extensively examined as 132 scientific papers covering a period of
50 years were studied.
In recent years, methods of HR empowerment have been extensively examined by experts in
human resource management (HRM) (Yin et al., 2019), while many authors point out the need to
apply them in the modern businesses (Hanaysha and Tahir, 2016; Lin et al., 2020; Meyerson and
Dewettinck, 2012; Pelit et al., 2011; Raub and Robert, 2013; Ro and Chen, 2011; Ruiz-Palomo et
al., 2020; Shukla, 2018; Yukl and Becker, 2006). However, in none of the existing research have
the empowerment methods been systematically recorded, nor have been classified.
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This manuscript aims to fill this gap. Its main scientific contribution is the systematic classification
and presentation of the most popular methods of empowerment mentioned in the international
literature, constituting a useful guide for future researchers. A large number of papers and studies
were examined - having as a common reference the methods of empowerment – and classified in
groups, considering the basic features of empowerment as presented in the international literature.
Literature Review
Over the past few decades, various definitions have been given for the empowerment of HR,
proving its multidimensional nature. Empowerment is defined as a concept with a twofold
meaning: it is the behavior of the supervisor that empowers his subordinates, and on the other
hand, it is the psychological state of the subordinates that results from the application of the
supervisor’s empowerment methods. In the first case, the behavior of the supervisor is the source
of empowerment, while in the second, the subsequent perception of the subordinates (Lee and
Koh, 2001). Empowerment can reduce the extent and severity of problems that occur in the
workplace and enhance self-efficacy and employee motivation (Huertas-Valdivia et al., 2019).
The first scientific reference to empowerment was made through the ideas of Mary Parker Follett,
who proposed the increase of power-with, which refers to the common power which is developed
through cooperation and is based on solidarity, respect, and mutual support, with the simultaneous
reduction of power-over, which is based mainly on control, domination, and coercion (Mathie et
al., 2017; VeneKlasen and Miller, 2007; Yang and Choi, 2009). In the second half of the 20th
century, the concept of empowerment formed part of the ideologies of social action, and
subsequently the possibilities of self-help that developed before the 1980s (Berger and Neuhaus,
1977). Interest in empowering HR in scientific research began mainly in the early 1990s and
peaked over the following years. During the 1990s, academic and non-academic papers displayed
a common interest in empowerment, but from 2000 onwards, professionally oriented publications
(non-academic papers) increased significantly (Ivanova and Von Scheve, 2020).
Methods
The Content Analysis methodology was adopted, which was considered to be the most appropriate,
given that this method examines a topic effectively and provides information on how keyword
concepts are used (Babbie, 1992; Hsieh and Shannon, 2005). Moreover, a systematic rule-based
analysis follows, through which the material is gradually analyzed and arranged into content
sections (Kohlbacher, 2006; Mayring, 2003).
This method examines documents, analyzes data, and comments on a specific topic (Mayring,
2000). While this method has been used so far in many papers on HRM (Chan and Burgess, 2010;
Chew and Sharma, 2005; Malik and Lenka, 2019; Roehling et al., 2000; Sanders et al., 2014), in
the field of HR empowerment, no such research has been conducted. The identification, selection,
and analysis of the features from each method of empowerment were carried out by the researchers
and result in the achievement of a complete and extensive classification of the theory of
empowerment that has not been made in the past.
HR empowerment methods have been the focus of HRM researchers in recent years (Yin et al.,
2019). However, due to the multifaceted dimension of empowerment (Petter et al., 2002), its
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methods have not been concentrated and classified in one paper. As early as the 1970s, researchers
such as McClelland (1975) and Hackman and Oldham (1976) analyzed HR training and autonomy,
respectively, as ways in which HR can be empowered. Later, an increasing number of scientists
focused on this topic, causing the number of these methods to increase significantly in the
international literature and their content to be enriched. In the fifty years covered by this paper,
useful findings have emerged to highlight the importance of empowerment for HR and the
performance of organizations.
Data Collection
One hundred forty-seven published scientific papers in English were collected, which date from
the past five decades and refer to the theory of empowerment and the methods of its application in
organizations. The main platforms of peer-reviewed literature (i.e. Science Direct, Emerald, etc.)
were utilized, while the search was carried out with selected keywords. The literature research was
conducted from January 2019 to December 2020. Of the 147 papers studied, 132 were utilized, as
15 either referred to the empowerment of people in the social sciences (i.e., politics, sociology,
etc.) – not specifically to the empowerment of HR, or did not present any method of empowerment
in the workplace. Therefore, they were deemed not to serve the purpose of this manuscript and
were not included in the research.
The detailed study of 132 papers revealed some common empowerment methods proposed by
different researchers at different times. The predominant and widely used – reported methods are
nine as listed in Table 1 and include 115 features, respectively. These are essentially specific
features that are related to HR or the organization and highlight the content of each method.
Through the highlighting of these features, the results of the implementation of each method are
perceived and their advantages and disadvantages are identified. The features that correspond to
each empowerment method are unique and are not presented in other methods.
This research examines 132 papers, 42 of which appear in the analysis of two or more methods.
This is because many scientists-authors investigate data related to more than one method, often
two or even three. Then, each empowerment method is examined, and its features are studied and
presented separately, so as to investigate its evolution to date and to additionally ascertain whether
its content has been modified or enriched over time.
Findings
Findings of the literature review include the analysis of the content of each empowerment method.
All the research data that emerged from the theory of HR empowerment are presented and fully
explained in each section.
Confidence in HR: Burke (1986) was one of the first researchers to address the issue of trust within
an organization, and other related papers were published over the next decade (Herrenkohl et al.,
1999; Luthans, 1992). Luthans (1992) argued that empowerment will be achieved when
management trusts the capabilities of HR and when there is freedom in the way it performs its
tasks. Key features of this method are enhancing self-efficacy and boosting the self-confidence of
HR (Huertas-Valdivia et al., 2019), as well as building team spirit within the organization
(Ashforth et al., 2008; Wang and Lee, 2009). The total number of papers recorded for this
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empowerment method is 12 and have mainly been written over the last two decades, which shows
that this issue is mainly of concern to modern researches, as the reference to the management's
trust in HR before 2000 seems to be minimal, if not negligible.
HR Training: The main feature of HR training is that HR acquire important knowledge (Fernandez
and Moldogaziev, 2015). As early as the 1970s, McClelland (1975) argued that appropriate
training that improves the technical skills of an organization's staff is the ideal means of
empowerment. This method is particularly important for frontline employees (Motamarri et al.,
2020) as in-service training programs motivate them to gain control and influence in their work
(Ro and Chen, 2011). HR training as a method of empowerment is identified in 21 papers, 12 of
which are from the last decade 2011–2020. This high number proves that HR training, as a means
of empowerment, has occupied researchers to a large extent in recent years, especially as regards
the way it is applied in the service industry (Andi Kele et al., 2017; Lin et al., 2017; Namasivayam
et al., 2014; Ro and Chen, 2011).
Autonomy of HR: Key features of HR autonomy are that employees are enabled to make decisions
(Chiang and Chen, 2020), to take initiatives (Gazzoli et al., 2012), and when combined with other
actions that make work efficient and pleasant, then employees’ performance is enhanced (Guchait
et al., 2012). The modern generation of employees and members of Generation Y prefer autonomy
to perform more at work and in their careers (Gursoy et al., 2013; Kong et al., 2016; Morton,
2002). HR autonomy is one of the most common methods of empowerment in the international
literature and according to Table 1, this group is examined in 28 papers, which come from recent
years as well as the more distant past. The Content Analysis showed that autonomy of HR as a
means of empowerment has always attracted the interest of many scientists-researchers in HRM.
Rewards: Empowerment depends on the amount and the characteristics of rewards that employees
receive (Nassar, 2018), whether they are tangible or intangible such as verbal praise, and taking
on more responsibilities (Meyerson and Dewettinck, 2012), or developmental such as fair
treatment and respect, but also the career prospects provided (Guan et al., 2020). Although rewards
can be considered as a clear and comprehensible method of empowerment, the number of papers
is limited to 14. In addition, half of these papers do not consider rewards as the main and exclusive
topic but explore and develop it further with other methods of empowerment (Bowen and Lawler,
1995; Daft, 2001; Hales and Klidas, 1998; Herrenkohl et al., 1999; Meyerson and Dewettinck,
2012; Nassar, 2018; Ro and Chen, 2011).
Power-sharing: Power-sharing between leaders and subordinates was first reported by Kirkhart
(1971). Leaders implement different organizational policies to share power by promoting HR
empowerment (Tremblay and Simard, 2005). By gaining strength, employees improve their social
exchange relations (Patel and Cardon, 2010), but they may take advantage of this superiority and
the organization's management may lose control over them (Choi et al., 2016). The content of
power-sharing as a method of empowerment did not change significantly over time. Its key
features, such as gaining prestige and increasing responsibility are highlighted in papers published
in different periods of time (Conger and Kanungo, 1988; Ghosh, 2013). This group is studied in
few papers (15), but their distribution by decade shows that this method records a timeless presence
in the international literature.
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Information sharing: Through information sharing, employees have access to the information of
the organization, as a result of which they acquire autonomy in the way of performing their tasks
(Wall et al., 2002). Information sharing contributes to the understanding of the roles and
responsibilities of HR in an organization (Avolio et al., 2004), as well as to enhancing selfdevelopment (Namasivayam et al., 2014). Sharing information is explored in 29 papers and is the
second most widespread method of empowerment. The examination of the subject is extensive in
the international literature, but this group presents a common element with the rewards previously
analyzed. This is that many of its papers (Bowen and Lawler, 1995; Conger and Kanungo, 1988;
Daft, 2001; Fernandez and Moldogaziev, 2015; Kanter, 1993; Kruja and Oelfke, 2010; Lin et al.,
2017; Melhem, 2004; Motamarri et al., 2020; Namasivayam et al., 2014; Nassar, 2018; Seibert et
al., 2004; Spreitzer, 1996; Villiers and Stander, 2011; Wall et al., 2002; Yin et al., 2019) do not
focus solely on the role of information sharing in the empowerment of HR. Instead, this concept
is mentioned in addition to others, such as HR training and autonomy.
Job enrichment: Job enrichment contributes to the effective implementation of empowerment, as
well as job rotation (Pelit et al., 2011). This issue has been under consideration since the 1970s
with Hackman et al. (1975) and Strauss (1977). Improving the quality of customer service is a
feature associated with job enrichment (Gazzoli et al., 2012), while an important advantage of this
method is that it works as an ideal means of motivating HR when an organization is facing financial
difficulties (Bose, 2018). Job enrichment as a method of empowerment has not been extensively
developed in the international literature, as this issue is addressed in 13 papers. It is the second
group with the smallest number of papers in the current classification of empowerment theory.
However, in recent years there has been a steady interest on the part of researchers (Bose, 2018;
Gazzoli et al., 2012; Ruiz-Palomo et al., 2020; Seibert et al., 2011) in this concept, so it may be an
emerging research trend.
Leadership: Leadership in an organization plays an important role in empowering HR, as the
leader encourages employees to be involved in setting goals, as well as helping them become
accountable to the organization (Kim and Beehr, 2017). Leadership is a key factor of
empowerment (Seibert et al., 2011), and especially transformational leadership (Villiers and
Stander, 2011), while the adaptation and differentiation of its actions to the characteristics of
employees are necessary (Lin et al., 2020). Kanter (1979) is one of the first authors to focus on
leadership. However, the retrieval of relevant papers has shown that the majority of research on
leadership and the way in which it frames HR empowerment comes mainly from the last decade.
Leadership in the implementation of empowerment includes 22 papers, which share the key feature
of the recent and intense interest of researchers in this field.
Involvement of HR in decision-making processes: The involvement of HR in decision-making
processes enhances their performance (Meyerson and Dewettinck, 2012), while at the same time
employees become more creative by working harder but without losing their satisfaction (Choi et
al., 2016). Given that executives today have high workload, the existence of employees with the
ability to make decisions is almost essential for the success of the organization (Backhaus, 2014).
Employee involvement in decision-making processes is the most common method of
empowerment in scientific research, as this group is examined in a total of 33 papers, making it
the first in the ranking table. Most of the papers (18) are from the last decade, which proves that
research on enabling HR to make decisions and to be empowered through this process is a new
trend in the international literature. The existence of few papers during the period 1970–2000
5
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confirms the above view and proves that involvement of employees in the organization – through
the decisions they make – was not widely investigated as a method of empowerment in the past.
Table 1. Classification of Empowerment Methods and Their Features (1970 to 2020)
Human resource empowerment methods
1. Confidence in HR
Method
Empowerment is based on trust in HR and can reduce the range of problems that arise by enhancing its self-efficacy
Summary
(Guzel et al., 2008; Huertas-Valdivia et al., 2019)
Features
Scientific
Papers

1) Creating high expectations, 2) Providing freedom in the execution of tasks, 3) Cooperation of executives with
subordinates, 4) Recognition of the value of HR, 5) Making more effort, 6) Production of original ideas and knowledge,
7) Strengthening self- efficiency, 8) Boosting self-confidence, 9) Job satisfaction, 10) Creating synergy
Burke, 1986; Luthans, 1992; Herrenkohl et al., 1999; Melhem, 2004; Ahearne et al., 2005; Ashforth et al., 2008; Guzel et
al., 2008; Wang and Lee, 2009; Thamizhmanii and Hasan, 2010; Golipour et al., 2011; Berraies et al., 2014; HuertasValdivia et al., 2019

2. HR Training
Method
Providing opportunities for HR to acquire knowledge and develop relevant skills. Through these skills, employees can
Summary
improve and change the way they perform their tasks, resulting in benefits for themselves and the organization
(Fernandez and Moldogaziev, 2015; Motamarri et al., 2020)
Features

1) Promoting collaboration, 2) Adequacy of knowledge, 3) Improving skills, 4) Promoting communication, 5) Frontline
employees, 6) Meetings, 7) Employees gain control, 8) Changes in job performance, 9) Providing development
opportunities, 10) Knowledge of new technologies, 11) Influence of HR, 12) Human capital, 13) Perception of
empowerment values, 14) Performance of organization, 15) Customer satisfaction
Scientific
McClelland, 1975; Thomas and Velthouse, 1990; Vogt and Murrell, 1990; Anastassova and Purcell, 1995; Hales and
Papers
Klidas, 1998; Herrenkohl et al., 1999; Dewald and Sutton, 2000; Yukl and Becker, 2006; Humborstad et al., 2008;
Villiers and Stander, 2011; Ro and Chen, 2011; Pelit et al., 2011; Cheung et al., 2012; Namasivayam et al., 2014;
Fernandez and Moldogaziev, 2015; Allen et al., 2016; Lin et al., 2017; Andi Kele et al., 2017; Hewagama et al., 2019;
Triatmanto et al., 2019; Motamarri et al., 2020
3. Autonomy of HR
Method
The autonomy of HR is directly related to its empowerment, defining its goals and responsibilities. Employees
Summary
participate, in practice, in the operation of the organization, having the freedom to take initiatives (Daft, 2001; Jia et al.,
2014; Stavrinoudis and Simos, 2016)
Features

Scientific
Papers

4. Rewards
Method
Summary
Features
Scientific
Papers

1) Taking responsibilities, 2) Work capacity, 3) Making key decisions, 4) Setting goals, 5) Active role of HR in the
operation of the organization, 6) Problem solving, 7) Taking initiatives, 8) Expressing opinions, 9 ) Freedom to perform
tasks, 10) Meeting customer demands, 11) Improving customer communication, 12) Pleasant working conditions, 13)
Generation Y employees, 14) Ease of work planning, 15) Engagement between provider and consumer, 16) Limiting
social exclusion at work, 17) Dealing with adverse working conditions
Hackman and Oldham, 1976; Strauss, 1977; Hackman and Oldham, 1980; Conger and Kanungo, 1988; Thomas and
Velthouse, 1990; Spreitzer, 1995; Randolph, 1995; Lashley, 1996; Menon, 2001; Daft, 2001; Wall et al., 2002; Seibert et
al., 2004; Yukl and Becker, 2006; He et al., 2010; Kruja and Oelfke, 2010; Guchait et al., 2012; Chiang and Hsieh, 2012;
Karim and Rehman, 2012; Gazzoli et al., 2012; Jia et al., 2014; Jacquiline, 2014; Kong et al., 2016; Stavrinoudis and
Simos, 2016; Zhou et al., 2018; Huertas-Valdivia et al., 2019; Yin et al., 2019; Hewagama et al., 2019; Chiang and Chen,
2020
Employees are empowered when their rewards increase, which has positive results both concerning the performance as
perceived by them and the innovation of the organization (Fernandez and Moldogaziev, 2012, 2013; Nassar, 2018)
1) Recognition of the work of HR, 2) Innovation of the organization, 3) Oral praise, 4) Authorization, 5) Job
performance, 6) Customer orientation, 7) Positive feedback, 8) Appreciation from the employees
Bowen and Lawler, 1995; Hales and Klidas, 1998; Herrenkohl et al., 1999; Daft, 2001; Perry et al., 2006; Kim et al.,
2009; Ro and Chen, 2011; Meyerson and Dewettinck, 2012; Fernandez and Moldogaziev, 2012, 2013; Ineson et al.,
2013; Nassar, 2018; Huertas-Valdivia et al., 2019; Guan et al., 2020

5. Power sharing
Method
The main purpose of empowerment is the redistribution of power between the management and the HR, increasing its
Summary
responsibilities, prestige, and loyalty. The power is shifted to the employees so that they can use their skills and energy to
enhance their performance (Conger and Kanungo, 1988; Ghosh, 2013)
Features

1) Increased responsibilities, 2) Gaining work prestige, 3) Effective handling of situations, 4) Making use of skills, 5)
Independence, 6) Abuse of power by HR, 7) Loss of control by management, 8) Democratization of the workplace, 9)
Willingness to take initiatives, 10) Social exchange relations, 11) Dedication to work, 12) Fostering self-work
management, 13) Investments of employees in their work
Scientific
Kirkhart, 1971; Denhardt, 1984; Burke, 1986; Conger and Kanungo, 1988; Smith and Mouly, 1998; Kirkman and Rosen,
Papers
1999; Konczak et al., 2000; Lawler et al., 2001; Tremblay and Simard, 2005; He et al., 2010; Patel and Cardon, 2010;
Kazlauskaite et al., 2012; Ghosh, 2013; Berraies et al., 2014; Choi et al., 2016
6. Information sharing
Method
Sharing information is a key method of empowerment because it can reduce the tendency of HR to work less and
Summary
encourages them to be more efficient, thus making a greater contribution to the organization. Management must gradually
shift from traditional hierarchical management principles to information sharing (Kruja and Oelfke, 2010; Villiers and
Stander, 2011; Yin et al., 2019)
Features
1) Identifying and removing conditions that promote powerless, 2) Transition from traditional management principles to
self-directed workgroups, 3) Understanding customer needs, 4) Enhancing self-development of HR, 5) Shifting power
from management to employees, 6) Discretion in the way of performing tasks, 7) Service encounters turning productive,
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Total number of
papers and their
distribution by
decade
12
1981–1990: 1
1991–2000: 2
2001–2010: 6
2011–2020: 3
Total number of
papers and their
distribution by
decade
21
1970–1980: 1
1981–1990: 2
1991–2000: 4
2001–2010: 2
2011–2020: 12

Total number of
papers and their
distribution by
decade
28
1970–1980: 3
1981–1990: 2
1991–2000: 3
2001–2010: 7
2011–2020: 13

Total number of
papers and their
distribution by
decade
14
1991–2000: 3
2001–2010: 3
2011–2020: 8
Total number of
papers and their
distribution by
decade
15
1970–1980: 1
1981–1990: 3
1991–2000: 3
2001–2010: 4
2011–2020: 4
Total number of
papers and their
distribution by
decade
29
1981–1990: 2
1991–2000: 7
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Human resource empowerment methods
8) Understanding the roles and responsibilities of HR, 9) Creating team spirit, 10) Regular information about production,
11) Information on corporate costs, 12) Organizational commitment
Scientific
Conger and Kanungo, 1988; Wood and Bandura, 1989; Bowen and Lawler, 1992; Kanter, 1993; Bowen and Lawler,
Papers
1995; Lashley, 1995; Spreitzer, 1996; Arnold et al., 2000; Psoinos et al., 2000; Daft, 2001; Robbins et al., 2002; Wall et
al., 2002; Avolio et al., 2004; Melhem, 2004; Seibert et al., 2004; Kazlauskaite et al., 2006; Kruja and Oelfke, 2010;
Swartling and Olausson, 2011; Jha, 2011; Villiers and Stander, 2011; Fernandez and Moldogaziev, 2011; Fang et al.,
2014; Namasivayam et al., 2014; Fernandez and Moldogaziev, 2015; Lin et al., 2017; Nassar, 2018; Yin et al., 2019;
Motamarri et al., 2020; Kang et al., 2020
7. Job enrichment
Method
Empowerment includes the enrichment of the field of work. More specifically, the meaning of the job is strengthened, as
Summary
well as the sense of self-efficacy, so that employees are confident in their strengths but also more focused on their duties
(Pelit et al., 2011; Gazzoli et al., 2012)
Features
Scientific
Papers
8. Leadership
Method
Summary

1) Job rotation, 2) Enhancement of meaning of the field of work, 3) Increased commitment of HR to their tasks, 4)
Improvement of customer service, 5) Appropriate method in a period of economic recession
Hackman et al., 1975; Strauss, 1977; Huselid et al., 1997; Vandenberg et al., 1999; Bae and Lawler, 2000; Richard and
Johnson, 2001; Ugboro, 2006; Wood and Wall, 2007; Pelit et al., 2011; Seibert et al., 2011; Gazzoli et al., 2012; Bose,
2018; Ruiz-Palomo et al., 2020
The success of empowerment methods is based on the leadership style adapted. The leader and his influence as a role
model, facilitate the work of the management in the implementation of empowerment, as employees believe more in
themselves, as long as they are guided by a leader with skills and integrity (Yukl and Becker, 2006; Elsetouhi et al., 2018)

Features

1) Power through information, 2) HR support from management, 3) Capacity of executives, 4) Demonstration of
responsibility towards the organization, 5) Election and appointment of a leader, 6) Integrity of leader behavior, 7)
Employee guidance, 8) Leader-member exchange (LMX), 9) Adaptation of leaders' actions to the characteristics of
subordinates, 10) Risk of conflict between employees, 11) Demonstration of respect for HR, 12) Transformational
leadership, 13) Autonomy from bureaucratic constraints, 14) Confidence in HR capabilities
Scientific
Kanter, 1979; Vogt and Murrell, 1990; Sparrowe, 1994; Kim and George, 2005; Ahearne et al., 2005; Yukl and Becker,
Papers
2006; Klidas et al., 2007; Humborstad et al., 2008; Budhwar and Varma, 2011; Seibert et al., 2011; Villiers and Stander,
2011; Auh et al., 2014; Choi et al., 2016; Garg and Dhar, 2016; Kim and Beehr, 2017; Kim et al., 2017; Elsetouhi et al.,
2018; Zhou et al., 2018; Lin et al., 2019; Huertas-Valdivia et al., 2019; Lin et al., 2020; Chiang and Chen, 2020
9. Involvement of HR in decision-making processes
Method
Employees are empowered when making decisions on matters concerning the organization in which they work. HR try
Summary
new techniques and take risks on various issues, because the need for the approval of executives in many cases is limited
(Hamed, 2010)
Features

Scientific
Papers

1) Resolving dilemmas, 2) Removing restrictions, 3) Employee acceptance of the organization , 4) Development of
critical thinking, 5) Enhancing creativity, 6) Reducing stress, 7) Increasing HR efficiency, 8) Taking risks, 9 ) Boosting
morale, 10) Mutual trust of management- HR, 11) Dealing with change, 12) Achieving goals, 13) Implementing a
common vision, 14) Managers’ fear of relinquishing their power, 15) Involvement of employees in common affairs, 16)
Assessment of labor contribution, 17) Maximization of labor productivity, 18) Successfully dealing with complaints, 19)
Recovering service failure, 20) Shortening the duration of duties, 21) Evaluation
Kanter, 1977; Nykodym et al., 1994; Anastassova and Purcell, 1995; Bowen and Lawler, 1995; Lashley, 1995; Erstad,
1997; Lawler et al., 2001; Psoinos and Smithson, 2002; Petter et al., 2002; Kazlauskaite et al., 2006; Ergeneli et al., 2007;
Brown, 2008; Hamed, 2010; Zhang and Bartol, 2010; He et al., 2010; Pelit et al., 2011; Kim, 2011; Kara, 2012;
Meyerson and Dewettinck, 2012; Elnaga and Imran, 2013; Al-khasawneh, 2013; Berraies et al., 2014; Meng and Han,
2014; Backhaus, 2014; Fernandez and Moldogaziev, 2015; Kruja et al., 2016; Hanaysha, 2016; Choi et al., 2016; Zhou et
al., 2018; Ariza-Montes et al., 2019; Ruiz-Palomo et al., 2020; Kang et al., 2020; Motamarri et al., 2020

2001–2010: 8
2011–2020: 12

Total number of
papers and their
distribution by
decade
13
1970–1980: 2
1991–2000: 3
2001–2010: 3
2011–2020: 5
Total number of
papers and their
distribution by
decade
22
1970–1980: 1
1981–1990: 1
1991–2000: 1
2001–2010: 5
2011–2020: 14

Total number of
papers and their
distribution by
decade
33
1970–1980: 1
1991–2000: 5
2001–2010: 9
2011–2020: 18

The involvement of HR in decision-making processes, sharing information, and autonomy of HR
are the most common methods of empowerment in the international literature as they are found in
33, 29, and 28 papers respectively. It should be emphasized that the sharing of information, as well
as participation in decision-making processes, are two recent topics as researchers have focused
on them mainly in the last decade. Chart 1 presents the course of publications of papers on HR
empowerment methods, as they appear in the main platforms of peer-reviewed literature.
Most papers have been published since 2000, proving that empowerment theory is a relatively new
field of research in the international literature. More specifically, papers focusing on the role of
leadership, information sharing, autonomy, and the involvement of HR in decision-making
processes are the ones that follow the most upward trend of publications in recent years, as these
empowerment methods draw of more scientists-authors’ attention. The features of the
empowerment methods identified and recorded are a total of 115. The involvement of HR in
decision-making processes, autonomy of HR and HR training include the largest number of
features with 21, 17 and 15, respectively. This fact indicates that the three concepts are probably
more comprehensive and have a broader content. In any case, it is observed that all methods of
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empowerment –except for job enrichment and rewards– have at least 10 different features each,
meaning that they are key concepts that deserve attention and further analysis by researchers of
HRM.
Chart 1. Classification of Scientific Papers on HR Empowerment Methods (1970-2020)

Number of papers

Classification of published scientific papers on HR Empowerment
methods from 1970 to 2020
20
15
10

Confidence in HR
HR Training
Autonomy of HR
Rewards
Power sharing
Information sharing
Job enrichment
Leadership
Involvement of HR in decision-making processes

5
0
1970 - 1980

1981 - 1990

1991 - 2000

2001 - 2010

2011 - 2020

Decades
The literature review produced useful data with the main fact being that the majority of the
scientific publications for all HR empowerment methods occurred from 2011 until today,
especially for Leadership and HR Training. In some cases, such as Autonomy of HR and Power
sharing, they seem to have a sufficient number of publications since 1970 and every decade
thereafter, proving a timeless presence in the international literature. The data also show an abrupt
increase of publications since 1991 for Information sharing and Involvement of HR in decisionmaking processes, which is maintained in the following years, revealing the expression of intense
interest from researchers in these specific methods.
Conclusions
The application of the Content Analysis methodology and the classification of the empowerment
methods that appear in the international literature has allowed some useful conclusions to be
drawn. It was initially found that HR empowerment is a multifaceted concept, as a variety of
methods have been identified, that incorporate different features. This finding confirms the view
of Petter et al. (2002), Spreitzer (1995), Thomas and Velthouse (1990), Vogt and Murrell (1990),
and Wilkinson (1998), who pointed out the multidimensional nature of empowerment, which is
open to multiple interpretations and requires investigation from different perspectives to identify
and group its different features.
The classification of the scientific literature showed few common features among the groups–
methods of empowerment. Exceptions are the freedom to perform tasks that appear in confidence
in HR (Luthans, 1992) and autonomy of HR (Stavrinoudis and Simos, 2016), the increase in
responsibilities observed in rewards (Meyerson and Dewettinck, 2012) and power sharing (Conger
and Kanungo, 1988), and finally the innovation of the organization that is a common feature of
confidence in HR (Berraies et al., 2014) and rewards (Fernandez and Moldogaziev, 2012). Most
features are individual, independent, and unique, as they are not found in two or more
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empowerment methods. This fact leads to the conclusion that the theory of empowerment has a
large research field with many levels that can be analyzed differently.
Based on the content of the papers studied, it can be concluded that there is no common method
of HR empowerment for all organizations. The researchers conducted surveys in different
categories of companies, which do not have the same mode of operation and their employees do
not demonstrate similar characteristics in terms of skills, age, education, etc. For example, it can
be noted that different methods of empowerment are proposed in public sector organizations
(Fernandez and Moldogaziev, 2011; 2012), than in the service sector organizations such as a hotel
that includes frontline employees (Huertas-Valdivia et al., 2019; Kruja et al., 2016; Ro and Chen,
2011), an information and communication technology company (Berraies et al., 2014) or a
healthcare institution (Choi et al., 2016). The fact that there is no common method of HR
empowerment that can be applied to all companies confirms the complex and multifaceted nature
of empowerment.
It turns out that the implementation of empowerment has a combined (or dual) role in supporting
both the organization and HR. Important features such as improving customer service (Gazzoli et
al., 2012), maximizing labor productivity (Brown, 2008), and achieving innovation (Fernandez
and Moldogaziev, 2012; Berraies et al., 2014) by the organization, but also pleasant working
conditions (Guchait et al., 2012), stress reduction (Choi et al., 2016), stimulating self-development
(Namasivayam et al., 2014) and employees self-confidence (Huertas-Valdivia et al., 2019) verify
that there are no unilateral benefits from implementing an organized and integrated empowerment
program. On the contrary, it is found that the methods of empowerment contribute to the
enhancement of the efficiency of the organization, as well as to work prosperity, which is a basic
prerequisite for general human well-being.
Scientific and Industry Implications
The main contribution of this proposed classification is that offers business executives a complete
list of empowerment methods along with their features and the corresponding literature, in order
to seek and choose the appropriate method of empowerment for their HR. The management of an
organization thus has a "means" through which it can first distinguish which of these methods fit
the management philosophy, HR, type, and mode of operation of the company, and then apply
them based on analyzed data. The implementation of an organized empowerment plan that will be
based not only on experience but also on scientific research, is necessary for the best possible
results for the organization and its employees.
Moreover, this manuscript contributes to the scientific research of HRM, essentially comprising a
guide to classify the theory of empowerment and in particular the recorded methods and their
features. The classification of the theory into a centralized and unified table –which is the main
feature of this manuscript– constitutes an innovative framework of useful scientific information
that can aid and guide future research. Through this, researchers gain a complete view and
understanding of the evolution of HR empowerment methods over a wide period, from 1970 to
2020.
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Further Research
The multifaceted nature of empowerment and the importance of its application towards enhancing
the performance of HR and organizations makes it necessary to continuously investigate and
specialize empowerment methods. In today's competitive environment, organizations differ in
their identity, size, mode of operation, and strategy. Based on these data, it is impossible to suggest
a single method of empowerment that suits all organizations. Further research should emphasize
on identifying or even suggesting appropriate methods of empowerment which, according to their
features, will be suitable in different types of organizations or industries. In addition, the most
popular empowerment methods by category of business or/and sectors can be explored, depending
on the criteria used. Future research may also examine the development of the theory of the nine
empowerment methods analyzed in this paper and clarify the transformation of the content of each
one over the last fifty years.
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